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Occasionally, there may be a follow-up survey that attempts to determine what has happened to participants after they return to their colleges, answering such questions as, Have they used what they learned? or Have they been promoted? Neither of these evaluation modes looks deeply at the effectiveness of the training or addresses a primary motivation for attending such programs: the individual's desire to gain new knowledge, make meaning of it, and improve his or her work as a leader.
The purpose of this research is to examine the new learning that occurred in one professional development program designed to prepare participants for the community college presidency: the 2005 National Community College Hispanic Council Leadership Fellows Program. Two questions guide this research: (a) What knowledge construction occurred during the professional development program? and (b) What does this research contribute to the planning and evaluation of future professional development programs?
Conceptual Foundations
The New Learning Project employs a qualitative approach to research and a form of evaluation-hereafter referred to as the new learning approach or process-that focus on adult learning events undertaken with the stated goals of theory building, discipline-based research, training, or professional development. The New Learning Project, which is located at North Carolina State University's William and Ida Friday Institute for Educational Innovation (http://www.newlearningproject.org), collaborates with organizations to capture the learning that occurs in their professional development venues and to analyze that learning in ways that generate disciplinary and practical knowledge and help shape future programming efforts. Graham and Kormanik (2004) observed that conferences should enhance dialogue and the sharing of learning instead of being places for "one-way dissemination of information . . . leaving only minutes to identify implications for theory, research, and practice . . . with . . . no meaningful social dialogue" (pp. 391-392) . The New Learning Project addresses this concern by incorporating reflection activities and data collection into the design of program events to stimulate and capture learning.
The New Learning Project grew out of several previous efforts to maximize and capture the learning that takes place in conference settings. Organizers of the Project designed three International Conferences on Transformative Learning, held at Columbia University's Teachers College, 90 Community College Review as research events. During these conferences, for example, the researchers incorporated dialogue groups to engage participants in generating new thinking about the theory and practice of transformative learning with adults. In addition, they integrated data gathering methods into the conference design as a way of capturing participant learning and combining individual insights that could be shared among participants to stimulate further learning. Their goal was to assess the status of the theory of transformative learning, as originally conceptualized by Mezirow (1991) , and to expand it by incorporating multiple perspectives on the field (Wiessner, 2004; Wiessner & Mezirow, 2000) .
Building on that effort, New Learning '05, a study of the 2005 International Academy of Human Resource Development Research Conference, engaged participants in capturing and assessing the learning that took place in that event . The new learning process has also been analyzed as an approach to evaluation . Use of the new learning approach during the 2005 National Community College Hispanic Council Leadership Fellows Program expands this research into the context of professional development programs.
The conceptual framework employed by the New Learning Project and used in this study draws from the literature dealing with learning organizations, communities of practice, and knowledge construction. The assessment of professional development programs and community college leadership competencies are also central to this study. (See Table  1 for specific definitions related to each of these areas.)
Learning Organizations
Learning organizations are characterized by attention to continuous learning on multiple levels "in ways that enable the larger system to learn" (Marsick, Bitterman, & Van der Veen, 2000, p. 13) . They embed learning processes into their work that allow them to respond to the dynamic change that characterizes our society. Through critical reflection, dialogue, inquiry, and double-loop learning (learning that is informed by reflection on and in action), individual and collaborative learning result in knowledge construction and the sharing of that knowledge (Argyris & Schön, 1978; Watkins & Marsick, 1993) . Shared mental models (images that guide thought and action) and systems thinking (the awareness that each part of an organization affects all other parts) facilitate interconnections between people and activities and strengthen feedback loops that carry individual and group learning into the system to foster organizational learning (Senge, 1990) . Thus, learning becomes a natural part of work. The "learning college," a construct widely discussed in community college contexts, applies these concepts in academic settings (O'Banion, 1997; Tagg, 2003) .
Communities of Practice
In a community of practice (CoP), a group of people bound together by common expertise or interests (Wenger, 1998 (Wenger, , 2004 Wenger & Snyder, 2000) interact to address a concern they share. People join a professional or trade community as novices or apprentices and, as they participate in that community's work, they develop schemas-organizational or conceptual patterns in the mind-that are based on new meanings derived from their experiences (Wenger, McDermott, & Snyder, 2002) . In doing so, they eventually gain the knowledge and skills required for mastery of the profession and full acceptance into the community (Johnson & Pratt, 1998; Lave & Wenger, 1991) . Through legitimate peripheral participation, that is, learning that is situated in the context of a CoP, the novice comes to understand the practice that draws that community together, and he or she eventually becomes an experienced participant and master. In this study, the National Community College Hispanic Council (NCCHC) is viewed as a CoP. Through informal cognitive apprenticeships, seasoned practitioners help novices move toward mastery of deep knowledge or expertise in their profession, the ability to apply that knowledge, strategies for acquiring new knowledge, and the continued development of their professional identities. Understanding how the NCCHC CoP helps novice leaders move into community college presidencies is central to this study.
understandings to the extent that they become tacitly held and acted upon). Furthermore, knowledge generation involves making tacit knowing explicit (Polanyi, 1967) . The New Learning Project structures knowledge generation through three activities: reframing, embracing, and embodying.
Reframing requires understanding and restructuring prior points of view in an area of knowledge. For example, professional development programs are places where knowledge is shared. When the concepts that are presented are reframed, they can become contexts for generating knowledge, and the new learning process is the method by which knowledge is generated. While drawing on knowledge embedded in a CoP, participants move beyond simply receiving knowledge to involving themselves in activities that generate this knowledge (Nonaka & Toyama, 2003; Poell & Van der Kroght, 2003) . In the process of reframing, participants question meta-narratives, societally assigned roles or understandings that bind participants' perspectives and expand their understanding of whose voices can be heard and valued as a source of knowledge generation (Lyotard, 1993) . Often treated as value-free, in reality knowledge is subject to multiple hegemonic, or power-controlling, forces that are invested in maintaining the status quo. Knowledge generation is also influenced by gender (Belenky, Clinchy, Goldberger, & Tarule, 1986) , class (Luttrell, 1989) , race (Delgado & Stefancic, 2001) , and researcher assumptions (Storberg-Walker, 2006) . Voices (Giroux, 1997) such as Latino and Latina perspectives, and sources (Tennant, 2000) such as practice, are often marginalized from the process.
Embracing is the next activity in knowledge generation and involves employment of new sources and strategies. In interaction with others, action becomes a source of knowing (Tennant, 2000) , and power relations are upended to make space for marginalized voices (Bierema & Cseh, 2003; Lyotard, 1993) . "Knowledge creation is conceptualized as a dialectical process, in which various contradictions are synthesized through dynamic interactions among individuals, the organization, and the environment" (Nonaka & Toyama, 2003, p. 7) .
Embodying, the third dimension, involves creating and employing new strategies and structures with processes that lead to knowledge generation. The design of professional development or other adult learning venues makes space for new ways of talking and relating within the CoP (Wiessner & Mezirow, 2000) . Processes such as conversational learning (Baker, Jensen, & Kolb, 2002) , discourse (Mezirow, 1991) , and reflection (Schön, 1983) shape program design and activities.
Related Literature
Two additional areas of literature contributed to this study of the learning that occurred during the 2005 National Community College Hispanic Council Leadership Fellows Program. The first deals with approaches to the assessment of professional development programs. The second deals with the competencies required of community college leaders. Both are discussed below.
Assessment of Professional Development Programs
Those who design and implement professional development programs understand that they must prove the worth of these programs to their stakeholders, including sponsors, participants, employers, and other beneficiaries. That is, they must determine and then report whether the anticipated training outcomes have been achieved and whether there is a return on investment (ROI). The uses and benefits of such assessments are many: ensuring that training objectives are met, improving delivery of training, determining whether a program should continue, gaining funding support, identifying future audiences, and getting management to buy into the program (Waagan, 2000) . Kirkpatrick's (1994 Kirkpatrick's ( , 1996 classic model for evaluating training programs, which he first proposed in 1959, has guided most of these efforts during the past 50 years. Kirkpatrick identified four levels that should be measured, and he offered various techniques and instruments for carrying out these measurements: Phillips (1996a Phillips ( , 1996b ) expanded on Kirkpatrick's model by adding a fifth level, ROI. At this level, one attempts to calculate whether the monetary gain realized by the organization as a result of training workers exceeds the cost of the training itself. Phillips acknowledged that isolating the effects of training from other factors that might influence job performance is extremely difficult. He provided a complex formula for determining the actual ROI in terms of dollars.
More recently, Chapman et al. (2006) examined various theories of evaluation and the evaluation processes typically used for professional development programs. They observed that conference attendees seldom reflect on their learning in conscious ways during the event. Furthermore, individuals typically leave conferences with their own learning-yet often they do not benefit from the learning of others. Nor do they gain an understanding of the overall learning that took place at the event and that potentially could benefit their field as a whole. (p. 1)
The article by Chapman et al. (2006) continued with a comparison of evaluation versus the new learning approach, which they pioneered. Among other differences, evaluation involves judgment; [that is,] rating or ranking of items according to value or importance. New Learning does not ask participants to rank or rate their learning-only to capture it. . . . Evaluation focuses on the past. New Learning focuses on the future. . . . Evaluation focuses on presenters; New Learning focuses on learners. Evaluation attempts to identify what was right or wrong; New Learning attempts to capture not only the "what" but also the "how" and "why." Evaluation does not typically involve the environment, or systems thinking; New Learning considers the environment to include learning that occurs in all aspects of an event. Evaluation is usually a one-time picture of what happens at an event. (p. 5) Martineau and Hannum (2004) asserted that evaluation must be incorporated into any training program from the start: "It should be participatory, be integrated into the initiative design, and enhance organizational learning" (p. 1). The designers of the NCCHC Leadership Fellows Program wanted to address at least level 2 (learning) and possibly level 3 (behavior) of the Kirkpatrick training evaluation model, and the new learning approach seemed to offer a methodology for doing so. The current research project was created, then, to measure the effects of this decision.
Community College Leadership Competencies
In 2000, out of concern for the imminent leadership gap, the American Association of Community Colleges (AACC) sought and was awarded a $1.9 million grant from the W. K. Kellogg Foundation to conduct the Leading Forward Project, which was to identify the skills needed by contemporary community college presidents. A series of focus groups was held to help determine the leadership characteristics needed for the near future. Data gleaned from these events and associated surveys underwent a qualitative analysis and were synthesized into six competencies, each with illustrative behaviors (Vincent, 2004) . These were endorsed by the AACC Board of Directors (American Association of Community Colleges, 2004) and are summarized here:
1. Organizational strategy: This category includes attention to the quality and long-term health of the institution, student success, the community college mission, and knowledge of the organization, its environment, and future trends. 2. Resource management: This category includes effective management of fiscal and human resources, facilities, technology, information management, planning, and fund-raising. 3. Communication: This includes listening, speaking, and writing skills for honest, open dialogue with the internal and external communities. 4. Collaboration: This involves internal and external relationships that nurture diversity, promote student success, and advance the college mission. 5. Community college advocacy: This category includes the ability to promulgate the mission, vision, and goals of the community college to all stakeholders. 6. Professionalism: This includes vision, authenticity, ethics, learning, and reflection, understanding the community college mission, stress management, and contribution to the profession.
These six competencies were used to design the curriculum of the NCCHC Leadership Fellows Program and were addressed throughout the training experience.
Methodology
The New Learning Project conducted a qualitative inquiry throughout the 2005 NCCHC Leadership Fellows professional development program, which enrolled 12 participants. This study advances research on collaborative knowledge construction for educational innovation and contributes to our understanding of how to present and evaluate professional development events. Although neither a true collaborative inquiry (Kasl & Yorks, 2002 ) nor a true action research (AR) project (O'Neil & Marsick, 1994) , Wiessner, González Sullivan / New Learning in Leadership Training Programs 95 the new learning approach employed in the study draws on elements of both research perspectives. "CI [collaborative inquiry] is especially appropriate . . . to the kinds of learning challenges that confront adults in the complex, highly turbulent and diverse world of the twenty-first century" (Kasl & Yorks, 2002, p. 3) . As in AR, the group owns the research problem (O'Neil & Marsick, 1994) . We conducted the research collaboratively with NCCHC, an organization committed to leadership development, and with participants who had chosen to develop their leadership capacities. Both research traditions emphasize action married with reflection that is intended to create new knowledge drawn systematically from the life experiences of persons most centrally involved in the context of inquiry. Newly created knowledge becomes the basis of new action that is intended to create change in professional practice, organizational outcomes, or social democracies. (Kasl & Yorks, 2002, p. 4) In this case, our goal was to identify participant learning and knowledge construction and to use those insights to shape the design of future leadership development programs.
Setting: The 2005 NCCHC Hispanic Leadership Fellows Program
Established in 1990 with the aid of a Ford Foundation grant, the NCCHC Hispanic Leadership Fellows Program was designed to prepare Latinos and Latinas for the community college presidency. At that time, fewer than 15 of the nearly 1,200 presidents of these institutions were Hispanic (Michael Saenz, personal communication, September 2005) , although a growing proportion of the student body and the U.S. population was of this background. A total of 72 Fellows participated between 1990 and 1995, and 22 have since become chancellors, presidents, campus provosts, deans, or vice chancellors.
Today there is an even more pressing need for Hispanic community college presidents. According to George Vaughan (personal communication, April 24, 2006), 4.9% of all community college presidents were Hispanic in 1996. In 2006, that proportion had dropped to 4.2%. To address this continuing need, the Fellows program resumed in 2003; since then, 44 Latino and Latina Fellows have completed a year-long professional development sequence that entails participation in two learning seminars, the development of an individualized long-range career plan, regular online communications with NCCHC leaders and other Fellows, attendance at the annual NCCHC Leadership Symposium, and continued mentoring and professional development. Topics covered in various events associated with the program are tied to the AACC Leading Forward competencies. This study focuses on the 2005 Fellows cohort.
Data Collection, Analysis, and Verification
Multiple data sources contributed to this study. Throughout the training program, the 12 Fellows completed two-part, new learning data forms (one copy for the participant and one for the research project) reflecting on what they learned and how they learned it. The upper section of the form provided space to reflect on learning. The bottom section encouraged participants to indicate the venue in which the learning occurred, including whether it was a structured session or an informal reflection. Second, the researchers conducted participant observations for each formal training program session. Less structured observations also occurred during informal seminar events. Third, all program handouts, mailings, and other information were subject to document analysis. Fourth, a researcher photographed sessions and activities. Independently, two participants made PowerPoint presentations about the group's experiences and shared them with their cohort; these artifacts also became part of the program data. Fifth, seminar evaluation forms were analyzed, and, finally, we conducted in-depth interviews of two participants and the program coordinator.
This article focuses primarily on analysis of the 116 new learning data forms submitted by the Fellows. We analyzed the data using 25 codes, detailed in Table 1 , that were developed from the conceptual framework for this study and the related literature. These codes were grouped into four categories: learning organizations, knowledge generation, communities of practice, and leadership.
At least two researchers coded each data sheet, working together until they reached agreement on each. In addition to open coding, the codes in Table 1 were used to analyze all additional data sources. Finally, the data were analyzed to detect the presence of concepts related to the AACC Leading Forward competencies.
We reported preliminary findings to participants in a presentation at the conclusion of each seminar, highlighting exemplary quotes. Attendees further explored selected themes in a small group discussion. The researchers Learning organizations Single-loop, double-loop learning, that is, learning that, through the presence or absence of reflection, either repeats a cycle of activity or stimulates more effective thinking and action (Argyris & Schön, 1978 ) Systems thinking, that is, the ability to see the organization or interrelationships as a whole and anticipate the impact of any aspect of the system on every other part of the system (Senge, 1990 ) Mental models, that is, guiding images that serve as sense-making frameworks and that shape perception and action (Senge, 1990 ) Create opportunities for dialogue, inquiry, reflection Encourage collaboration, team learning Create systems to capture and share learning, that is, methods for recording and assessing learning to feed constructed knowledge back into the organization to be used by others (Watkins & Marsick, 1993 ) Connect organization to environment, that is, individuals see how their work contributes to and impacts the whole and how their work relates to the wider community in which it occurs (Watkins & Marsick, 1993 ) Provide strategic leadership for learning, that is, leaders model, champion, design, and support learning throughout the organization (Watkins & Marsick, 1993) Knowledge Socialization, that is, the process of sharing experiences and thereby creating construction or identifying tacit knowledge such as shared mental models and technical skills (Nonaka & Toyama, 2003) Externalization, that is, the process of articulating tacit knowledge into explicit concepts (Nonaka & Toyama, 2003 ) Connecting previously unconnected concepts or practice Role of story in learning
Communities
Community and community of practice, that is, a group of experts, masters, and of practice novices bound together by expertise and common interests (Wenger, 1998 ) Legitimate peripheral participation, that is, a novice's learning that is situated in the context of a community of practice (Lave & Wenger, 1991 Creswell (2006) : prolonged engagement and persistent observation; triangulation; peer review or debriefing; negative case analysis; clarifying researcher bias; member checks; rich, thick description; and external audits. As a collaborative research project, its participatory processes also contributed to its validity (Merriam, 1998) by including primary researchers, research assistants, and participant coresearchers.
Findings
The new learning data forms submitted by participants represented three general types: (a) comments about training content, (b) comments of personal reflection or intention to act in relation to career, and (c) comments about program design and logistics. In this article, we concentrate on the first two types; program sponsors and designers are taking the third group into account for future seminars. The findings reported below focus primarily on data forms that were collected from participants. Other data sources, such as observations and artifacts, tend to support what is reported here, but they will not be referenced. We present six overarching themes that emerged from the data analysis, but we do not necessarily refer to individual coding categories. However, because leadership development is the focus of this program and of this study, each of the leadership dimensions identified in Table 1 is addressed in the following analysis. Furthermore, these leadership codes emerged from the data and are unique to this study.
Learning Organizations: Life Truly Is a Journey
Participant responses on the new learning data forms reflected learning related to 8 out of 10 codes that represent the attributes of learning organizations (see Table 1 ). For example, participants gained new awareness of the importance of systems thinking for community college presidents. Multiple roles and responsibilities became clear. As one participant put it:
My new learning is that the president is the FACE of the college. This individual must commit to many venues, such as being visible to business people, the community, the chamber of commerce, students, etc. By doing this, there will be a connection to the president's passion. (Cultivation will occur.) The president must also be [conversant] about all the aspects of the college and have advocates that he/she would trust in their absence.
Statements such as "cultivating partnerships is time well spent, even though at times it feels you got nothing done that day," and "I have clearly understood how vital it is for presidents to play a neutral role in political relations. It's important for presidents to keep their personal political views on a personal level" reflected growing awareness of the interconnected nature of a community college president's work.
Participants embraced the concept of the learning college, which has been a major focus of the community college sector of higher education:
An initial insight for me is that using the "new learning" form of reflection is congruent with current interest in the learning college. This is a framework in which all members of a community college are learners (faculty, staff, and students) and the focus is on gauging what learning really occurs.
Participants applied these perspectives to technology issues on campus, stating, "Academic plans should drive technology plan, not vice versa" and, "Make certain that strategic plan guides your technology, not the opposite."
The Fellows also learned the importance of thinking about the future while acting in the present. For example, one participant states that "leaders need to spend more time thinking about the future than other people in their organization who need more to think about the present. Both of these types of thinking are necessary to the success of the whole organization." This awareness extended to helping others think about the future as well through such actions as demonstrating "to the legislators the local impact when implementing a new college program."
Responses on the new learning data forms reflected multiple mental models formed by the participants during the training program. These mental models provided a way of envisioning what they are moving toward-a way of viewing the presidency or the road to the presidency. For one participant, a springboard served as an image: "Using the principles of future studies as an inspirational springboard to discuss leadership provides excellent context to help my team and others commit to 'change.'" 100 Community College Review For others, the idea of being on a journey helped them glimpse the path ahead. Their mental models included images of how to move into their futures and how to prepare to make it happen. For example, "There are several items I need to prove or put into my shopping cart: community service, publications or presentations, practice public speaking, becoming a more visible leader (to start the list!)." Another participant realized, "I can learn to become a change leader."
Communities of Practice: Mentoring in Formal and Informal Settings
Legitimate peripheral participation in a CoP allows novice leaders to observe the masters in the CoP, in this case the community college presidents, to understand those persons and sense the possibility of becoming experts like them. As the novice participates on the periphery of the community, he or she becomes aware of what is required to move toward the center of the community (mastery) and envisions or takes initial steps toward that development. These experiences lead to important insights, such as, "Those in leader positions truly are willing to help others move forward. Their title should not infer 'untouchable,'" or "I have a new appreciation for presidents; their job duties expand far beyond what I was aware of." Participants spoke of qualities they possess, such as authenticity, confidence, tenacity, and creativity, that were reflected in the presidents. They learned that "taking risks can be valuable," that "change is constant," that you need to be "cautious in choosing your allies," and that good communication is essential.
This novice-expert interaction took different forms throughout the seminar. One participant observed, "Mentoring takes place in informal as well as formal settings because socialization and people skills are important in all settings." Through these experiences, the participants learned "how to treat and include people." They heard about and experienced "the need for a strong support system to handle the pressure and loneliness of upper administration." They learned, as one participant put it, that often "there are three job descriptors: the official HR description, the spoken one, and the one we have of ourselves."
One community college president and a member of his board of trustees made a presentation on board-CEO relations, giving participants an opportunity to view an interaction that is usually hidden to them. Through talking with the presidents, they became much more aware of the importance of boards, gaining knowledge and experience not usually held by novice leaders. These insights included board structures and composition, issues related to micromanagement by the board, and the roles and responsibilities of the board in making and implementing policy. One Fellow reflected, "I didn't realize how partisan a board member can be. It all makes sense, particularly for elected trustee members . . . which may create potential ethical and political problems of partisan support."
Knowledge Construction: Looking at Situations From Different Angles
Recognizing the value of what they already knew helped participants see their tacit knowledge as a resource. Through discussion and other activities, their tacit knowledge, gained through many years of work in community college contexts, became explicit.
Socialization is a step toward knowledge construction that involves participants sharing their experiences. One Fellow wrote about the benefit of looking at conflict situations from different angles and from varied perspectives. Another stated, "I have learned that we all have fears about where we are going and that they are easier to face when we know we are not alone." Informal activities were important in providing the time to share tacit knowledge and pool understandings. Most important, participants learned about themselves:
After two days of sessions, I have come to the conclusion that I need to work harder at improving my skill if I am to move up the administrative ladder. I have been "convinced" that all these things are doable and I can continue to improve and become a better leader.
Leadership: The Career Seems More Attainable
As might be expected in a study of a leadership development program, many findings related directly to the concept of leadership and its manifestations. Consequently, five of the eight coding categories below emerged from the research rather than from the conceptual framework discussed above.
Essence of leadership.
One of the categories that emerged from the study reflected the participants' understanding of what leadership is all about and how people in leadership roles act. This perspective can be seen in the observation of the participant, quoted above, who saw that "the president is the FACE of the college" and that he or she "must commit to many venues." Another participant observed: "I learned that I need to be mindful of spending time on future focus-not just in terms of my own professional development-but in terms of the organization." These findings cross-referenced with the subcategories of mental models and systems thinking that are listed under the learning organizations heading in Table 1 .
Envisioning oneself as president. Another emergent category signaled that the Fellows, some of whom had entered the program with a sense of not belonging among those destined for the presidency or not being capable of being a president, now saw themselves differently. In terms of a community of practice, they began to see themselves as worthy of membership, though they might still need to acquire or refine skills through legitimate peripheral participation. An early insight for one of the Fellows was: "I have learned that the people who seemed untouchable (presidents) are really just like we are. That makes the career seem more attainable." Another recognized some of her own talents in what she observed of the presidents who made presentations at the seminar: "One characteristic that I thought I mirrored in one of the speakers was my creativeness." These data were also related to the community of practice subcategories of learning and identity (see Table 1 ).
Relationships, networking, and mentoring. The Fellows Program was designed to foster connections between the participants and community college leaders, particularly Hispanics. Many of the speakers were Latino or Latina presidents. The effectiveness of this strategy seemed to be reflected in the Fellows' comments. As one participant put it, "I am experiencing the true definition of the words networking and mentorship-what powerful concepts." A group of Fellows noted, "Interaction strategies: (a) it's okay to ask for help, (b) effectively use your network of colleagues, (c) overcome fear of asking a higher figure for advice." Another participant recognized that networking with the other Fellows could also be valuable: "As I talked with one of the deans from another college, I realized that she was working on issues that were similar to some of my own challenges. . . . We can learn from each other."
New conceptual knowledge leads to intention to act. Yet another category emerged from the Fellows' reflections: the intention to do something with what they had learned, particularly in terms of career advancement. For example, one Fellow stated: "I learned that there is a timeline chart that helps in reflecting on future options. I will use this chart to begin the dialog with my assigned mentor." A second observed the following: I need to establish a leadership inventory and plan to improve my skill and understanding about what it takes to lead; that will help me be a successful leader. Now, it seems like an overwhelming task, but I will need to take it day by day.
A third noted: "I have to return to my college in a proactive mode and begin to apply for a dean level position ASAP. . . . Discovered that I am ready!" Still others resolved to "create peer relationships that are lasting," "learn how to make good decisions on selecting the right administrative positions," and "learn the pros and cons of nontraditional pathways to the presidency."
Recognition of skills gap for career advancement. Closely related to the previous category and also emerging from the data was a category that captured the Fellows' understanding of what skills they need to gain in order to move up in their careers. One participant expressed a desire to learn "how to present myself well in front of managers, VPs [vice presidents], superintendent/president, and administrators," whereas another indicated a need to learn "how to navigate the system." Another Fellow's future learning involved "community service, publications, or presentations, practice [in] public speaking, [and] becoming a more visible leader." Participants also indicated a need to "learn to script myself to convey important messages concisely and clearly," "develop my collaborative thinking skills," "learn balance," develop "organizational skills and time management abilities to survive intense administrative work," and learn "how to fundraise . . . manage change, [and] prepare for the presidency." One Fellow resolved: "I will gain competence by researching, visiting the community, reading, attending meetings, participate in trainings, and building a network of mentors."
Application to current work. The Fellows discovered that some of their learning in the seminars could be applied immediately to their current job assignments. For instance, one planned to "thank colleagues and staff more often, inform my president about my career aspirations." Another participant expressed concern about "how to ensure my gifts are not lost in my current work environment."
Organizational culture and change. The participants recognized that fostering change in organizations is a key leadership function. One stated, "Change is constant and so as a leader it is crucial to understand it." Another 
Leading Forward Competencies
The new learning data forms were also read with reference to the AACC Leading Forward competencies used in designing the program curriculum: organizational strategy, resource management, collaboration, communication, advocacy for the community college mission, and professionalism. This was done to determine whether all competencies were addressed in the training seminars. Questions about whether the participants processed or personalized the competencies in some way were incorporated in the new learning analysis.
The data included multiple comments about each competency. The greatest number of comments related to professionalism (N = 73), particularly with regard to presidents as lifelong learners and reflective thinkers. The next highest number related to resource management (N = 23), primarily in terms of fiscal management, personnel management, and fund-raising.
Mode of Learning
Participants were asked on the new learning forms to report when and how their learning had occurred. The options offered were grouped into structured modes (i.e., orientation session, presentation, dialogue session, closing session, scheduled reflection time) and unstructured modes (informal group reflection, informal individual reflection). The primary modes of learning reported by the Fellows were presentations (N = 36) and the orientation session (N = 8). Seven reported that their new learning occurred during scheduled reflection time (structured) and 6 reported that their learning occurred during either informal individual reflection or informal group reflection (unstructured). It should be noted that less than half of the completed new-learning forms included learning mode information.
Discussion
This section focuses on how the findings help answer the two questions that guided this research. Although we use responses on the new learning data sheets as the primary objects of our analysis, we also include some insights gained from other data sources, such as interviews and observations.
What Knowledge Construction Occurred During the Professional Development Program?
During the 2005 NCCHC Leadership Fellows Program, knowledge construction occurred on three levels: personal, professional, and disciplinary. Personal and professional knowledge construction was evident in the knowledge construction activities of reframing, embracing, and embodying, as described below. Disciplinary knowledge construction occurred after the Hispanic Fellows Program as we worked with data generated throughout the program to consider ways the training program could be improved. The opportunity for this level of knowledge construction is often ignored or missed, as it is not commonly included in the program design. Collection of data relevant to fostering knowledge construction is an important aspect of the New Learning Project. In answering the second research question, the knowledge constructed about the training becomes evident. Finally, participants expressed their new knowledge cognitively, affectively, and conatively, as evidenced in the following section.
Reframing. To move effectively toward the community college presidency, Fellows must engage in reframing their knowledge on personal and professional levels. This reframing requires identifying and letting go of previous conceptions of self and career. It may involve identifying meta-narratives that are socially learned in relationship to race and gender and that guide thinking about who can become a community college president. Freeman and Robinson (1990) refer to recognition, disjuncture, and contradictions between what exists and what is more desirable, and distanciation, divestiture from existing modes of experiencing for new ones through processes of objectifying and separating self, and ultimately reframing institutional or societal perspectives.
Embracing. This aspect of knowledge construction was evidenced through new connections, resources, interpretations, and opportunities recognized by participants. Embracing a potentially new way of seeing and living in one's world involves articulation, identifying the problem (Freeman & Robinson, 1990) , as well as new strategies for confronting it on personal and professional levels. Participants worked with existing community college presidents to create an understanding of the presidency in the community college environment and the unique attributes and challenges of Hispanic community college presidents.
Embodying. Through the sessions, participants constructed knowledge that is related to ways of being and acting within their unique career pathways and professional contexts as well as in relationship to their cultural identities. They engaged in appropriation, internalizing differences articulated between the old and the new as their vision for the future developed (Freeman & Robinson, 1990) . Reframing and embracing were often expressed cognitively and affectively. Embodying involved newly constructed knowledge that was expressed conatively by participants. In addition to the content level of knowledge construction described thus far, there also existed a process level. The sessions provided opportunity for Nonaka and Toyama's (2003) activities of socialization, externalization, combination, and internalization as participants engaged in small group activities, talked informally, experienced mentoring, and further explored themes that arose during the sessions. Their engagement spanned pretraining preparation, two 3-day professional development seminars spaced several months apart, intersession group and individual projects, formal and informal mentoring activities, participation in the NCCHC Annual Symposium, and a culminating celebration sponsored by the NCCHC at the annual convention of the American Association of Community Colleges. The time between formal activities provided opportunity for praxis-action and reflection-contributing to contextualized knowledge construction in the midst of practice (Tennant, 2000) . The principles and practices of learning organizations were embodied throughout these activities, enacted with a community of practice.
What Does This Research Contribute to the Planning and Evaluation of Future Professional Development Programs?
Through this study, we found that new learning did occur during the 2005 NCCHC Leadership Fellows Program. In terms of Kirkpatrick's (1994 Kirkpatrick's ( , 1996 model for evaluating training, participants not only reacted (level 1) to the experience, expressing satisfaction and making suggestions for improvement, but they also learned (level 2) during the program, gradually becoming more conscious of their own learning and that of the group in an iterative process that generated even more knowledge. To the extent that participants reported the intention to use that learning in their current positions and career activities, there was an indication of possible behavior changes (level 3). It was not possible to evaluate results (level 4) in terms of the application of the learning back in the workplace, nor was it possible to assess the return on investment (level 5) as described by Phillips (1996a Phillips ( , 1996b .
This research suggests that the new learning approach can be used in professional development programs for several purposes: to capture what is actually learned in comparison to the intentions of the curriculum design; to bring the learning into the participants' full consciousness; to stimulate individual and group processing of the learning so that even more knowledge construction occurs; and to provide a higher and more useful level of program evaluation. Furthermore, the participants suggested on the data forms that the new learning process could be improved with a better introduction during the orientation session, more structured reflection time, and a clear summary of the learning at the end. As researchers, we also realized that the 2005 Fellows never had the opportunity to interact with and analyze the raw data themselves. All of these issues have been addressed with the 2006 program cohort.
Our research tapped into the community of practice (CoP) that is composed of community college leaders-actual and potential. Within that larger CoP, we worked with a smaller one composed of Latino and Latina leaders who have a significant interest in replacing retiring members and increasing the overall number of Hispanics in community college leadership positions across the country. The intention of the Fellows Program, which is restricted to persons of Hispanic background, is twofold: to pass on the knowledge and skills needed to achieve an executive level position and to address the specific cultural factors that affect the journey to a presidency. Like the larger community college CoP, these Hispanic leaders are deeply concerned with the loss of institutional knowledge or memory that will occur through retirements as we experience a generational turnover.
Our findings indicate that the participants felt humbled and inspired to be invited into this Latino and Latina leadership CoP. Once they accepted that they legitimately belong in the CoP and that the leaders truly want to serve as mentors and teachers, the participants saw themselves in a new light and greatly expanded their career goals. Furthermore, our observational data reflected the frequent use of Spanish idiomatic expressions in formal and informal settings as a means of conveying subtle messages about the context and challenges of leadership. This speaks to the value of training programs that are targeted to specific groups based on ethnicity or gender. The targeted programs need not be the only professional development activities undertaken, but they serve an important purpose by examining leadership in combination with cultural topics that may best be considered within groups whose members are from a specific background and in a safe environment.
Finally, our research tangentially addressed the validity of the AACC Leading Forward competencies (American Association of Community Colleges, 2004) . It appeared from the data analysis that each of the competencies and their illustrative subcategories was covered at some point in the training, even though the presenters had not been directed specifically to do this. The presenters' choice of what content to cover was their own, yet it invariably related to the AACC competencies. At the same time, no skills that did not appear on the Leading Forward list were introduced. This suggests that these competencies are the key ones needed for contemporary community college leadership.
Implications for Practice
Both content and process contribute to the learning that takes place in any professional development program, and both affect whether the designer's and the participant's goals for training are realized. Our research demonstrates that incorporating the new learning process can increase the goal achievement and value of training activities. This process also addresses the middle levels of Kirkpatrick's model for the evaluation of training (learning and behavior) and can provide useful information for decision making by organizers and stakeholders.
If the new learning approach is to be most effective, the training organizers must fully understand the concept and implement it appropriately, taking full advantage of all the opportunities that the process offers for individual and collective knowledge construction. The purpose and procedures should be clearly presented at the beginning of a training program, participants should be given ample time for deep reflection and interaction with the data during the training, and a summary of the collective learning based on data analysis should be presented and celebrated at the end of the program. Any further analysis of the data after the program can also be shared with participants to extend and deepen the learning that has occurred.
In the course of our work with training programs, we also recognized the utility of the new learning process for other venues, specifically graduate courses in adult and higher education. In much the same way that professional organizations such as the NCCHC are communities of practice, graduate degree programs are structured as CoPs in which full members who have achieved mastery (professors) engage students (novices, legitimate peripheral participants) and induct them into the academy. We have begun to research this use of the new learning process as well.
Finally, we recognize that the new learning process is still in its developmental stages and will require more research on its outcomes as well as application in programs of different sizes and types. Much like the experience of the 2005 NCCHC Hispanic Fellows cohort, our work as researchers with the new learning process has been an iterative knowledge construction activity that we expect will continue to expand our understanding of collaborative and transformative adult learning.
Leadership development is key to addressing the burgeoning needs of the community college system in the wake of baby-boomer retirements and the growing roles our colleges play in meeting the demands of 21st-century learners. By engaging in a new learning project, program organizers collaborated to construct knowledge related to leadership development and identified effective strategies for future programs.
